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INTRODUCTION 
This paper is an exploration of some of the processes involved in the 
creation and maintenance of a shared occupational identity among individuals 
in organizations. Though focusing specifically on police officers and high 
school teachers, through this'I hope to raise some broader issues concern-
ing the traditional view of "occup-ational socialization" and "occupations 
in organizations" in the sociological literature. 
Most commonly associated with these positions referred to as "profes-
sionR," occupational socialization is the process through which an individ-
ual acquires the skills necess'ary to do his work. For "professional" 
groups this involves acquiring the accepted values, norms, and behavior 
patterns of the group, as well as simple technical knowledge. For the 
occupations which interest me this is, in fact, the most important part 
of the socialization process. 
Persons engaged in different occupations are 
characterized by distinctive personality patterns 
and sets of values. Persons who are attracted to 
and accepted on the job take on and reinforce the 
values and norms of the particular profession. 
Ivnen an individual takes on the norms, values, and 
interests of the group with which he is a member, 
he is being socialized. 1 
Most definitions of,occupationai socialization define it in this 
vague way, delineating the result but not the processes involved in 
achieving it.. They discuss "pressures to change" and Hinfluences" but do 
not identify the actual mechanisms involved, the way in which they work, 
or the possible formal and informal constraints ,..rhich can promote or inhibit 
their operation. Socialization must be considered in the context in which 
it DC'CUrs. 
I feel it is this situational element which, in large measure, shapes 
the socialization process. "There is a unique configuration of instit.u-
tional traits arising from the interaction of social roles and technical 
functions within an established framework."Z For this reason, I think it 
is artifical to consider occupational socialization without examining the 
forces and conditions involved in organizational socialization. 
Definitions of "organization" usually emphasize order, structure and 
. control. 
""All organization is'a·collectivity with relatively 
identifiable' boundaries, a normative order, 
authority ranks, communications systems, and 
membership coordinating systems. 3 
The organization defines the work performed, the individuals with whom it 
is possible to interact, and the direction of that interaction. There is 
a "primacy of orientation" among organization members to the attainment 
4 of spe,cific goals. 
Given this definition of organization, it is hardly surprising that 
"organizational socialization" is defined in much the same wayVoccupational 
socialization~~ 
It is the process by which an organizational member 
learns the requi.red behaviors and supportive 
attitudes necessary to participate as a member of 
an organization. 5 
For most workers, the two processes are, in fact, the same. Most people 
are trained by an organization to fulfill an occupational position that 
exists only within that organization and socialization is a unitary 
process. 
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There is no question, however, that there also exist a large group 
of occupations for which occupational and organizational socialization are 
distinct processes. Some exist only in organizational settings but that 
does not necessarily mean the processes are complementary. "Certain 
statuses have developed characteristic patterns of expected personal 
attributes and a way of life.,,6 
The classic examples of this type of occupational group are the 
"professions," such as medicine and law. But these are not the only ones. 
There is a continuum of occupations with this characteristic, varience 
occuring with regard to the strength of the normative expectations, the 
complexity of the role defined, and the power of the occupational group. 
Beside the aforementioned, such occupations include engineering, teaching, 
police work, and. social work. 
The "fit" between the values and beliefs inculcated during occupational 
and organizational socialization can be a point of great tension for an 
organization and the individuals within it. One of the defining features 
of organizations which employ numbers of these occupational groups is an 
"emphasis on compliance.,,7 The greater the divergence of occupational 
and organi.zational goals, the more conflict and dissension there can be. 
If for only this reason alone, I think the study of occupational life 
in organizations is important. Most of the work done today, including 
that of the "free professionals," is carried out in organizational settings. 
"Organizational arrangements produce requirements and social relationships 
not found o-therwise. ,,8 An examination of those "organizational arrange-
ments" which facilitate, inhibit, and structure the nature and direction of 
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the socialization process is necessary if that process is to be under-
stood. 
For purposes of analysis I will use "profession" in a broader context 
than is lisual in the literature. It will refer to all those occupations 
/1 
l whose organizational "fit" is problematic. I am not proposing that they 
all be considered "professions" in the classical interpretation of that 
9 word. In terms of organizational socializati'on, though, the broader 
distinction is a useful one. 
Many studies of professional socialization leave one with the 
impression that whatever the nature of the human "raw material" fed into 
the system, the final "product," a new professional, will be essentially 
the same as all those "products" that preceded it through that particular 
social system. These people are apparently shaped by forces beyond their 
control and, perhaps, even beyond their comprehension. "Deviant behavior 
is accounted for by special circumstances: ambiguous norms t anomie, role 
conflict, or greater cultural stress on valued goals than on approved 
means of, obtaining them."lO 
I think this view of the socialization process, of fixed, rigid systems 
pulling and pushing an individual into the desired shape, is misleading 
and far too simplistic. The theoretical perspective I will adopt in my 
analysis of the Oberlin Police Department and the Oberlin Senior High 
School takes as its starting point a criticism of the sociological liter-
ature made by Dennis Wrong: 
The insistence of sociologists on the importance 
of 'social factors' easily leads them to stress the 
priority of sllch so~ialized or socializing motives 
on human behavior. {Internalization of norms and 
acceptance seeking.} .•• My objection is that their 
-4-
particular selective emphasis is generalized--
explicitly or, more often, implicitly--to provide 
apparent empirical support for an extremely one-
sided view of human nature •.. the relations between 
social norms, the individual's selection from them, 
his conduct, and his feelings about his conduct are 
far from self-evident ••.• When our sociological 
theory overstresses the stability and integration 
of society, we will end up imagining that man is the 
disembodied, conscien'ce-driven, status-seeking 
phantom of current theory.ll 
This "oversocialized" man in modern society very clearly has an 
oversocialized counterpart in theories of professional socialization. 
"The socialization process would tend to 'washout' ethnic and racially 
based behaviors and substitute the behaviors and values of the profession. nl2 
Such "structural" app":oaches to socialization, at the occupational or 
organizational level, seem to me to miss what should be the essence of 
the process, .interaction. 
The approach I will take has two central theoretical components, one 
concerning the nature of the individual and the other, the nature of 
organizations. First, from Mead: 
In place of being a mere medium for operation of 
determining factors that play upon him, the 
human being {should be} seen as an active organism 
in his own right, facing, dealing with, and acting 
toward the objects he indicates. 13 
Social organizations must be seen in terms of the actions that comprise 
them and this "milieu of action" must be interpreted in terms of how it 
appears to those involved. 14 
Along the same lines, organizations and organizational settings cannot 
be understood strictly in terms of their structural characteristics. "To 
ascribe to this view is analogous .to believing that language behavior can 
-5-
b d d b I d f d " ,,15 e un erstoo y a c ose stu y 0 a lctlonary. Organizations are open 
systems, "arenas for conflicting interests," where the behavior of the 
participants, themselves, constitute part of the setting. 16 
The clearest statement of this approach is the theory of "negotiated 
order.,,17 
In contrast to the structural-functional and rational-
bureaucratic theories of complex organizations, the 
negotiated order theory downplays the notion of 
organizations as fixed, rather rigid systems which 
are highly constrained by strict rules, regulations, 
goals, and hierarchical chains of command--conflict 
and change are seen as much a part of organizational 
life as consensus and stability ••.• Individuals play 
,an active, self-conscious role in the shaping of 
organizational social order. 18 
In essence, this is the analytical approach I will take in my examination 
of socialization in these two organizations, It is one that works well 
into the study of occupational socialization in organizations because it 
emphasizes the situational context in which action occurs, the role of the 
self in such action, and change over time in the patterns of relationships. 
The choice of police officers and high school teachers as occupational 
groups for focused study was guided by a number of pragmatic and theoretical 
considerations. Originally picked through a combination of personal 
interest and strategic limitations, the two groups have proven to be 
well-suited for both individual and comparative analysis. The conditions 
and problems of both which bear on the socialization of novices are, if 
different in degree, very similar in kind. 
Both occupations must be carried out within an organizational context" 
yet organizational control over the groups and group members is more 
difficult to maintain than it might be over "free" professionals. There 
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are several reasons for this. Police departments and high schools are 
both service organizations where things are done for or to people. In 
such organizations there can be no strong consensus about what the "object" 
19 produced shall be. There is, however, tension in both settings between 
the need to produce "objects" and the need to treat people as people. 
Successful socialization of new members and the continued socializa~ 
tion of the experienced is important for organizational control but 
difficult to achieve. Members of both occupations work essentially 
unsupervised, though police are more than teachers, and in very sensitive 
areas with "sacred symbols." In such a situation organizational authority 
must depend on normative control of member behavior. Wfiile stronger than 
renumerative or coercive authority it is also much more difficult to 
achieve. Finally, the socialization of new members involves similar 
variables. Formal training is limited and there is a strong emphasis on 
learning by experience. 
These similarities are in some respects only superficial. I am not 
trying to argue that teaching is like police work. Only that the circum-
stances surrounding both have interes.ting similarities. Perhaps they're 




Given the perspective I have outlined, the major thrust of my 
research was to learn how the socialization process and its organizational 
context appeared to those actually involved in them.. "A study of an 
organization must begin with the study of its use by actors." I was not 
concerned with how these organizations perform their respective functions 
and this paper does not· speak to that issue. Whether the police depart-
ment and high school are "good" or "bad" institutions of this sort is 
not ·ascertainable from my data. 
Data was collected by means of interviews with the professional 
members of each organization. I did my best; to speak to the total 
"universe" of available respondents. Of the thirty full-time teachers 
listed on the master schedule of the high school, I interviewed twenty-
eight. One teacher could not ever make time to speak to me and one was 
in the hospital. At the police department I interveiwed all ten working 
officers. 
I did not interview the administrators of either organization for 
two reasons. I was not interested in their perceptions of organizational 
life but in their people's view of their perception. It is this which 
would. have the most influence on the organizational climate and the social-
ization process. In retrospect, it would have been valuable to have 
their views to compare to the images of their employees. Secondly, their 
roles as administrators put them outside the realm I wished to study. 
The questionnaire used was designed to elicit individuals' percep-
tions of their own socialization, the formal and informal work environ-
ment, and the interaction between the two in their work life. I spent 
almost a year doing library research on these issues at theoretical and 
"case study" levels and the questions were based on this research. A 
number were modified versions of questions used in other studies of 
professional groups. 
The interviews lasted anywhere from eighteen to ninety minutes. Most 
of them were somewhere between forty and fifty minutes long. The 
interviews were conducted in private, at work, and, with each respondent's 
specific permission, tape recorded. This may have influenced their 
willingness to speak openly but, for most I don't believe it was a signif-
iciant factor in their responses. I had assured them of their anonymity 
and the great majority of respondents expressed themselves very candidly. 
(' 
[
Quotations are as literally precise as cheap tape and a tin ear 
make them. 
could 
Comment and elaboration was encouraged throughout the interview. 
Most of the questions were open-ended but even where I forced people to 
categorize their answers I tried to get at the reasons underlying their 
choices. Since I was attempting to understand their views of a process 
the more information I could get about why they felt as they did, the 
better. 
The extended quotations used in the body of this paper were picked 
with care. I believe they are highly representative of the opinions held 
by most of those discussing a particular issue. The number in parentheses 
after each quote is an interview number used to distinguish the different 
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respondents. Some are quoted more extensively than others only because 




Police socialization can be discussed in a number of ways, depend-
ing on the particular perspectives researchers bring to the task. Of 
necessity this always involves some discussion of the social order 
officers are b~~g brought into. Many sociological analyses of police 
are, in fact, focused on this social order and why it is the way it is. 
My primary aim is somewhat different. My interest is in how the Oberlin 
police come to adopt the perspectives they do, both as individuals and 
as an organization. As I said, such analysis must include some 
discussion of the social order that shapes the socialization process. 
IVhat I wish to emphasize is that this paper is not intended to be a 
discussion of the problems of police work or police officers, or of how 
the Oberlin Police Department varies, as an organization·from the norms 
found in the literature. These things will be discussed only as they 
relate to the socialization process and not for their own sake. They are 
.important but the study of socialization processes is equally, if not 
more important, for it is these processes which are major forces for 
continuity and change in all social organizations. 
Police socialization has been treated from a number of perspectives 
in the literature. 1 Of these, I think the most conceptually useful is 
2 that developed by John Van Maanen. From his study of the socialization 
process in an urban police department, he produced a four step continuum 
clang which individuals move as they are drawn into the police world. 
These steps, "entry, introduction, encounter and metamorphosis," chart 
the social movement of an individual from his initial application to and 
acceptance by a department, through his academy and "on the job" informal 
training, until he has adopted occupationally characteristic "backstage 
attitudes" about his career. 3 This last step, metamorphosis, is also 
referred to as "the final perspective.,,4 
This typology is an excellent one and will serVe as a useful touch-
stone in my analysis of the Oberlin Police Department. I will refer to 
specific elements of each step of this perspective at various points in 
this study. As a conceptual scheme, however, I find it lacking in two 
major respects which make it unsuitable for use as the vehicle through 
which to analyze this department. 
First, as I will discuss further, the structural elements of the 
socialization process in Oberlin do not follow the pattern outlined 
above. They also do not carry the same weight as forces for change in 
the individual officer. Both these differences are most noticeable 
with respect to the police academy. All the officers here spent at least 
two mont.hs, and often much longer, working in the department before 
att.ending the police academy. Also, contrary to the arguments of Van 
Maanen and Richard Harris, the academy experience had little effect on 
these officers' socialization experiencesw
5 
The other rr~jor respect in which I find Van Maanen's typology 
inadequate is, for my purposes, the most important one. Though he states 
that l1occupational socialization occurs .throughout all career stages,H 
the process he describes seems both static and impersonal. 6 A "final 
perspective" is not possible. 
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Schemes of interpretation are maintained only 
through their continued confirmation by the 
defining acts of others. Established patterns 
of group life just don't carry on by themselves 
but are dependent for their continuity on 
recurrent affirmative definition. 7 
In this perspective, the individual plays "an active, self-conscious 
role in the shaping of organizational social order. ,,8 This approach to 
the socialization process is a more useful one because it helps explain 
organizational change, which must occur if organizations are to survive 
societal changes. 
Following Van Maanen's categories, socialization to the Oberlin 
Police Department will be viewed as a three step process; entry, initial 
training and socialization, and continued socialization.' The processes 
involved at each level are by no means mutually exclusive and the same 
device may serve different purposes for officers at different career 
levels. 
Ariyanalysis of occupational socialization must begin with an 
examination of the organizational context in which it occurs. This is 
especially true of police work. Though there are certainly universals to 
police work whatever circumstances its performed under, department 
characteristics have a profound influence on the way in which the work 
will be viewed and performed by the officers involved. 9 All of this 
will, of course, have an impact on the socialization process. 
Though important, structural characteristics are only one part of 
the organizational milieu. The elements of organizational life can 
never be understood only as static fixtures "because they have a reflexive 
quality. They are described by competent actors with language terms, 
nonverbal cues, and behaviors that themselves constitute part of the 
setting."lO To understand the socialization process one must understand 
how the formal and informal organizational features act upon each other. 
In this regard, there are certain characteristics of the Oberlin Police 
Department which profoundly influence the nature and direction of the 
socialization experiences of its officers. 
The basic elements of any police organization, on which all else 
builds, are its size and structure. The Oberlin Police Department is 
very small. When this research was conducted there were eleven officers; 
seven patrolmen, three sergeants, and a chief. At full strength there 
is one more patrolman and a captain. Several civilians are also 
employed as clerk/dispatchers.. As Can be seen here, the administrative, 
command hierarchy is steep and narrow. The "day" is divided into three 
eight hour shifts. There is one sergeant assigned to each shift. 
The line between the administration and those who do the "real" 
police work is clear and institutionalized. The administration of the 
departmen t is carried on by the "day shift" (7 a. m. to 3 p. m. ) • The 
chief, captain, and identification officer (classified as a patrolman) 
always work on this shift. They are all, essentially administrative 
personnel, though the identification officer does do some patrol work 
and handles any calls that come in. Though the other department 
personnel are rotated between the two night shifts, the make-up of the 
d h ·f f h . d· . h· 11 ay s ~t, except or t e sergeant ass~gne to ~t, rema~ns unc ang~ng. 
As one patrolman put it, "there is no such thing as working daylights 
here."(5) One result of this is that the chief of police is routinely 
and effectively isolated from almost all his "line" personnel and if 
they are to know him he must make special effort outside the realm of 
formal organization. 
The work of the department as a police organization is almost all 
carried out between 3 p.m. and 7 a.m. All officers who work the evening 
shifts are primarily engaged in activities considered a normal part of 
the police function. The most time is spent on routine patrol of the city 
in one or two man mobile units. Evening shift commanders, usually 
sergeants, do exactly the same work the patrol officers do. They are not 
desk personnel. 
As should be clear, the differentiation between "staff" and "line," 
in both function and in the minds of the patrol officers, is between the 
chief and the rest of the personnel. 12 . There are no formal or informal 
distinctions between the sergeants and patrol officers which would 
,,,arrant treating them as separate groups for the purposes of my analysis. 
Because of this, fo.r my discussion "officers" encompasses sergeants 
and patrolmen as a single group, excluding only the chief. My analysis 
of the chief's position in the organization is based entirely on the 
interviews conducted with his personnel and the way in which they see him. 
Two other organizational features important for the socialization 
process grow out of the size and structure of the department. These were 
regarded as positive features of the work situation by the officers 
discussing them. The first is, in some respects, self-evident. 
It's small enough that we can know each other ••.• 
I don't feel so terribly automated. I'm known by 
my bosses personally, besides as patrolman or 
sergeant 'X'. (7) 
Another officer spoke of his "right to be my mm person here." (8) Though 
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not a necessary corollary, another side of this individuality, in 
Oberlin, is "the equality of the officers." (10) This is, in part, a 
result of the way the work is structured. The officers have the oppor-
tunity to ,,,ork with all their colleagues and get to know them. "If we're 
riding together you get to know that person inside and out." (5) The 
affective bonds created in this way have a powerful effect on both 
informal and formal organization. As I will discuss further, the 
officers are not totally pleased with this aspect of their situation. 
In a small department things can become too 
personal. You sometimes are a little reluctant 
to do what you should do as a professional 
person. (4) 
One of the most important "structural" features of the way police 
work is done here, for both the socialization of new members and the life 
of the department, is the fact that there is very little task specializa-
tion among the officers. The department has only one formally designated 
detective. Patrol officers are allowed and encouraged to handle entire 
investigations, from beginning to end, on their own. This aspect of the 
work is very positively evaluated by the officers. 
If we get a call now I'm not going to go there and 
stand and guard the door like a dumb idiot while 
they go get the detectives out of bed. I'm going 
to go right in there and investigate it. (8) 
It was this aspect of the job here that was most often mentioned as 
something that would recommend Oberlin as a place to do police work. Six 
of the ten officers pointed to it, all in very affirmative terms. It 
is important to note that this is an option the officers have, not a. 
requirement they must follow. "You have the opportunity to handle it, 
you don't have to ..• you always have the detective to turn to." (2) 
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There are several important consequences of this policy which I 
will explore further at other points in this paper. Most importantly, 
it affects formal, administrative control of informal, work-related 
behavior and it has negative consequences for the long-term commitment 
of officers to the department. I will return to this issue at a later point 
in my analysis of police socialization. 
The most important aspect of the organizational milieu, when 
considering occupational socialization, is the relationship between the 
formal bureaucratic authority of the organization and the informal, work~ 
group relationships that develop among the professional employees. Blanket 
statements which assert that "professional employees have little autonomy" 
13 explain little but obscure much. Organizations are interactive 
networks, not fixed, rigid systems and professional employees can have a 
great deal to do with the nature of the organizational context. 
This is especially true of police departments because of the nature 
of police work. "The more unique the product or unpredictable the 
probl<ams of the task, the less reliance on rules and the greater the 
d Ii ' f· h . ,,14 ecentra zat~on 0 aut or~ty. There would not be the extensive liter-
ature there is on police discretion unless officers were able to exert a 
profound impact on the nature of the work they do. There is a great deal 
of room for the growth of informal normative systems in police work. They 
may be unpreventable. 
The more initiative required in a task and the less 
predictable or visible the outcomes, the more its 
successful accomplishment depends upon strong 
normative control. The greater the emphasis on 
normative control, the greater the reliance on 
indirect administrative devices. l5 
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These propositions could not have more bearing on police work if it 
were the specific topic of discussion. Professionalization of police often 
involves nothing more than administrative attempts to reduce officer 
initiative by emphasizing visible, measurable outcomes. Arrest rates, 
traffic citations, number of field interrogations, and other activities 
which can be regulated from above are stressed. Officers in such depart-
ments are normally forced to keep detailed records of their activities. 
Wilson has dubbed this the "legalistic style" of police behavior:16 ' 
This policy is of doubtful value at best. 
In Oberlin a large. rift has developed between formal and informal 
organization and informal organization has become the dominant force in 
officers' lives. This is especially true of the processes involved in 
socialization. Beyond the initial selection of new recruits, the adminis-
tration of the department plays almost no part in their socialization to 
the police world. 
The most common treatment of informal organization in the sociological 
literature emphasizes that "where a strong informal organization exists 
it usually has as its chief function the subverting of rational formal 
ends.,,17 I don't believe this is the case in Oberlin. Instead of 
subverting formal ends I think informal organization has grown to fill a 
void left by their breakdown and withdrawal. 
Given the inadequacy of formal rules and structures 
to govern activities in,some organizations, an 
informal structure emerges in which the involved 
parties develop tacit agreements and unofficial 
arrangements that enable them to carry out their 
work.IS 
This is what has occurred in Oberlin .. 
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There are two primary reasons that most of the officers are estranged 
from the formal administration of the department. The first, and more 
obvious, problem revolves around the scarcity of tangible rewards for doing 
good work. There is no incentive to perform for the organization. 
This is not simply a desire for more money, although that is certainly 
present. 
I always go' against the argument' {for more} money 
because when a guy applies he knows there isn't 
any money in this job •.• he knows he's not going 
to get rich. (8) 
What salary increases there are hinge on the amount of experience.an officer 
has, .not the quality of that experience. "After you've been here for two 
years you're at top pay in your position and you'll never go any higher." (9) 
The major problem in this regard is not lack of money, but lack of 
opportunities for. advancement. Six of the eight experienced officers have 
seriously considered giving up police work. Four of them cite lack of 
promotional. opportunities as the primary reason. 
There's no long term career here as far as 
incentive {goes.} The people that work here stay 
for like a twenty year career and if they stay 
here in a sergeant's position there's no hope for 
a patrolman for promotions in a department this 
small. There are no lateral promotions--well, 
there's one now from patrolman to Crime Preven-
tion Officer but that's not a raise in pay ••.• 
'X' {who quit for a better position} would have 
been in that captain's position for another fifteen 
years--thatwould have left the department stagnant. (9) 
I quoted this officer at length because these comments catch the 
essence of the problem for the people working here. Not only are there 
few positions to move up into but there is absolutely no way for a patrolman 
to'know when he might get an opportunity to advance. Once the present 
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vacancies are filled it might be ten of fifteen years before a supervisory 
position opens up again. This may be unlikely, but the department has no 
control over the matter. There is no way for an individual to set occupa-
tional goals for a career in this department with any certainty or sense 
of self-control. 
Though this policy is now being changed, one further aspect of the 
promotional situation has contributed to the lack of departmental control 
over the officers. The basis for promotion to sergeant has been periOrnl- ,', 
ance on an examination, 'not quality of work or even years of service. This 
is still true for the captain's position. The effect of this policy is 
obvious. Why work hard when it just doesn't count for anything? I want 
to emphasize that I am not saying the Oberlin officers do not work hard, 
only that the organization gives them no reason to. Advancement is governed 
by caprice and the apparent importance of individual effort to the organiza-
tion is denigrated in effect, though not by intent. 
While this lack of incentive is important, there is a deeper, more 
substantive issue involved in the rift between formal and informal organiza-
tion. Lack of material rewards is not a recent development but the very 
serious morale problem the department suffers from has developed, at least 
in the opinion of the officers with the most experience, only in the last 
few years and has reached the critical level only since the new chief took 
over last year. 
The root cause of the problem is that the officers feel isolated from, 
and abandoned by, the administration of the department, especially the 
chief. Many officers feel that while he may be doing what the city govern-
ment wishes, he isn't doing much of anything for them. Whether this is 
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true or not is less important than the fact that nine of the officers 
believe it is. They commented on the issue in various ways, mentioning 
such things as a lack of support, lack of intradepartmental communication 
and feedback, and a lack of organizational goals they could strive for 
and measure themselves by. It's not a question of officers feeling like 
the administration is out to get them but rather that it has thrown them 
out own their own, with no guarantees of support in their work and no 
real guidelines to do that work by. 
There are no goals in this department. There 
are no far reaching goals, there are no immediate 
goals. There's just nothing to go on but your 
own individual idea of what should be done in 
police work day to day. No one cares whether you 
go out there and work hard or whether a bunch of 
crimes are committed on your shift. Its just your 
own individual initiative. (9) 
It's hard to do a good job without any incentive, 
without any goals. They {the administration} have 
just totally suppressed you. There are no 
differences if I do a great or a lousy job. I'm 
doing a hell of a good job because I don't think 
most people would do anything at all. (8) 
I want to und.erscore the fact that this situation was not created by 
the current chief. His approach to his position has exacerbated the 
problem but it was bad before he arrived. His condemnation may be all 
the more severe because of the renewed optimism that preceded his arrival. 
The fact he has made the situation worSe is largely due to the 
problems inherent in his position and some officers recognize this. Like 
those in many small cities, the Oberlin Police Department is controlled 
by the city government and, in particular, the city manager. While the 
officers "are civil service,'" the chief is selected and appointed by the 
city government. The position is a very political one and conflict laden. 
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In this respect is is not dissimilar to that of a factory foreman's. Any-
one in this position will be caught between the need to be a police chief 
and work for the improvement of his department and personnel, and the need 
to be a police administrator and stay within the limits and constraints 
set by those who hired him and control his position. One officer caught 
the essence of the conflict and the problem it creates: 
We never will {get the support we need from the 
chief} here. I've had five in seVen years and 
only one of them gave us support and that was the 
first one. The chief is hired at the pleasure of 
council and the city manager which immediately 
puts us into conflict because we're civil service 
and he has to serve them and he has to keep his job 
by making them happy and that's staying in the 
budget and not making complaints. The minute he's 
a cry baby he's out of here. What we need is 
somebody to bea cry baby .•. and a fighter. We 
need leadership and we just can't get it under a 
situation like this. (8) 
In these circumstances any actions taken by the chief in his formal 
capacity will be viewed with suspicion by the officers. The source of 
"legitimacy" for rules in police organizations "is the values perceived. 
as lying behind them."l9 Here those values are believed to be antithetical 
to police interests and therefore, even if the administration were to 
suddenly start trying to direct officer behavior with a great many formal 
rules and procedures, the situation would not be improved. Unless it 
could convince the officers it was acting in their interest, too, the 
administration could not impose any system on them. 
This chief has heaVily emphasized his administrative role at the 
expense of his more ulegitimate f1 police roie, but it is not this alone 
that is responsible for the rapidly increased distance between the officers 
and the administration. He has sacrificed any real influence he may have 
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had over these people by ignoring, in their view, the informal nature of 
relationships in the department. By tieing himself into the informal 
structure he might have accomplished things that are not achievable 
through the formal system. 
The officers feel he treats them too impersonally, too much like part 
of a highly structured, militaristic police department. In such a 
situation, his formal position would be the proper vehicle for the 
achievement of his goals and informal organization could reasonably be 
ignored. That is not the case here. His behavior does not fit the 
situation his officers feel they work under. 
Our chief is from a large department and I don't 
think he's worked in a department this small 
before and he has a tendency to act as though 
he Was a chief that was running a large depart-
ment. (9) 
The estrangement of the officers from the chief at both formal qnd 
informal levels is what has magnified the importance of informal organiza-
tion in all phases of the work, especially in the socialization process. 
Since hedces not communicate with his people in legitimate ways, the 
chief has lost a great deal of potential control he might have exerted 
over their orientation and behavior. Almost all the officers feel they 
get no feedback from him, positive or negative, concerning how they're 
doing their jobs. "There's no reaction from there. It seems to me he 
doesn't care how you spend your time." (rookie) 
The affect of this organizational framework at all levels of the 
socialization process is profound. The work group controls all aspects 
of the process, including evaluation of it. Socialization to the informal 
organization here is the equivalent to formal socialization, for it's all 
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there is. In these circumstances informal organization has a great deal 
of cOercive strength and it is not unreasonable to assume that successful 
socialization would result in a behavioral system characterized by 
conformity and a great deal of uniformity among the officers. The liter-
ature on socialization would strongly support such a hypothesis. The 
question that must be answ"red is why, in fact, this is not what has 
happened in Oberlin. 
The study of the socialization process itself of necessity begins with 
an examination of the entry of individuals into the police organization. 
Unlike other occupations that are tied to an organizational setting, like 
teaching, occupational training in police work cannot be gotten outside 
the setting of the employing organization. In Oberlin, and all other police 
organizations, this is the only facet of the socialization process completely 
controlled by the formal administrative structure. It is here, too, 
though that the individual plays the most obvious part in his own 
socialization and has the greatest control OVer the process. It is the 
individual who must set the proce,ss in motion by seeking a position as an 
officer. I think this very obvious fact has of ten, been overlooked or 
slighted in the literature on police socialization in favor of perspectives 
which overemphasize organizational factors in entry and the start of the 
socia1ization process. 
In Van Mannen's analysis the most critical factor in the entry of an 
individual into police work is the nature of the long, arduous screening 
process. It is this which "assures that those who join the occupation will 
h . . . d . h' . b ,,20 ave strong posltlve attltu es concernlng t elr new ]0 • I think this 
proposition obscures much more than it can explain because it lumps 
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together two different things. Police organizations and the police 
occupation may be inextricably linked but they are not one in the same 
thing. Otherwise it would be impossible to explain how it is that only 
two of the eight Oberlin officers who feel committed to a career in police 
work, feel any sense of commitment to the Oberlin Police Department. 
Before I pursue this point further I need to explore another, related 
way in which my view of the entry process differs from that found in the 
literature. There is a great deal of discussion and argument among 
sociologists of police over whether materialistic or idealistic consider-
ations are more important to individuals who choose to enter the field. I 
think it is much more important to learn the circumstances behind an 
individual's decision to become an officer,when examining anticipatory 
socialization. 
Leonard'Reissman delineated the distinction I feel is important in 
an examination of role conceptions in bureaucra~. "Reasons for entry 
into an organization may be positive and planned or negative and chance-
1 0k ,,21 1. e. Six of the officers here, for various reasons, consciously 
planned and sought to become police officers. Four essentially "fell 
into it." 
Those officers who had "strong positive attitudes concerning their 
new jobs," and who felt they were making a "long term commitment" to 
police work as a career, were the same six individuals who planned on 
becoming police officers. The point worth noting here is that their very 
positive attitudes toward the work are what induced them to seek employ-
ment in Oberlin in the first place, and preceded the screening process. 
For those individuals who entered the occupation by chance, police work 
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was "just a job,.l1 and viewed as a short term arrangement.. The selection 
process did not change this tentative attitude, the work itself did. 
It is possible that a protracted, selective screening process helps 
substantiate the seriousness and legitimacy of a department as a place to 
do police work, in the eyes of an applicant. It is quite possible that 
there is a "ceiling" on the positive utility of this procedure. Eight of 
the ten officers feel that the screening process they went through was a 
very < good one. Only two of them, however, experienced it in a way 
strictly comparable to Van Maanen's characterization. It is their 
perceptions which made me raise this question. While they felt the 
elements of the screening process were good, its protracted nature even-
tually made them angry with the organization. When delay becomes, in the 
individual's estimation, over long, it may begin~o look less like 
selectivity and more like inefficiency and its organizational value will 
drop sharply. 
I think the importance of the individual in the creation of his first 
occupationally and organizeationally relevant attitudes has been grossly 
underestimated. In fact, at least in Oberlin, it seems there is very 
little a police organization can do to inculcate organizationally 
relevant attitudes and goals before the novice is actually inside it and 
working. It is to this phase of the socialization process I turn to now. 
,Whatever l1distinctive, cognitive tendencies" there may be- among police 
as an occupational group, it is the particular oganizational context the 
work is carried out in which gives the occupational group its most 
important functional characteristics. 22 The police "culture" that 
develops in a department is produced by interaction between the occupational 
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group and the organizational milieu of that department. The great varia-
tionthat exists among police organizations is caused by the fact that, 
in different settings and circumstances, the regulation of the balance 
between administrative control and occupational autonomy rests in different ) 
hands. "Organizational segments have differential power to informally ~~ 
~efine in and through interaction what is practically re;:ired for ~~ 
success.,,23 The socialization of new members and the nature of the organ-
ization will be fundamentally influenced by the "segment" which controls 
the elements of the occupational identity. 
It is this identity that neophytes must be taught and bound into if 
they are to become useful members of their departments. Successful social-
ization of these people is vital to the continued existence and stability 
of the organizations and the occupation as it is practiced within them. 
The'novice must learn the "unique configuration of institutional traits" 
which define his role. 24 
The culture of any occupational group is made up of two closely 
related but distinct components. In simplest terms, these are the way in 
which the work is performed and the way in which it is perceived, by 
occupational incumbents. The technique and ethos, of the occupation. 
Most important in, the socialization of new police officers is the ethos, 
tldoctrinal conversion'l must occur. 25 
rnis is so because in police work, to a much greater extent, than in 
many other "professions," technique and ethcis; are inseparable and causally 
interrelated. Any situation or problem can be handled in a countless 
number of ways by individual officers or departments and all of them are 
potentially "correct." "You can respond with courage, forthrightness, and 
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bravery in a lot of ways." (7) Whether technique controls ethos, or 
ethos controls technique is less important than the fact that, given a 
particular organizational emphasis and rationale toward the work, certain 
behavior patterns necessarily occur. Unless novice officers learn to see 
their role in a fashion congruent with their setting, the way in which they 
do their work, no matter how "correct" and legal it may be, will have 
pathological consequences for their department. 
I feel that there are two major cultural characteristics of the 
occupational group in Oberlin which comprise the core of the ethos, 
rookies must learn. Though I will briefly discuss some possible factors 
involved in the creation of the ethos" that is really not my central 
concern. I am interested in how new members learn it and not, directly, 
in how it came to be. My data is unsuitable for such an analysis in any 
event. I have a "snapshot" of the way the Oberlin Police Department is 
now and no information on how the ethos has changed or is changing. The 
analysis that follows is based on the answers of the eight experienced 
officers. They are the "organizational segment" defining reality for the 
two rookies. I will examine hOt. this is done after I present what it is 
that I think is being done. 
The two cultural elements which powerfully influence the way the work 
is done and viewed here, and which are most problematic for newcomes, are 
the kind of work which is considered "most important" and the ideology 
behind "client" relations. In both these respects Oberlin is somewhat 
unique when 'compared to the norms presented in the literature on police. 
In Oberlin, officers spend most of their time performing social 
service, "peace keeping" functions rather than actually "fighting crime." 
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This is true of all police departments. What makes the situation unusual 
is that they value this work and consider it central to their role as 
police officers. They certainly do not all point to the same aspect of 
this "peace keeping~1 role, but none of them considers "catching crooks" 
the most important part of the job. 
I think the most important thing is what you never 
get credit for and what people never realize and that's 
just being out here eight hours every. night and coming 
in in the morning and not having people complaining 
about {crimes.} I feel 100% good when I get off a 
shift and nothing has happened. (8) 
In general, the most important thing would be making 
sure the community works peacefully and stays that 
way. (9) 
Along with this emphasis on outright peace keeping there is also a strong 
emphasis on the "social work end. H 
Helping people when they need it. It doesn't 
matter how you help them if they need help and you 
can provide it someway. (7) 
To me, police work is the idea of helping every-
one ..•• Giving aid. (5) 
While I will not explore the issue, this is a sharp contrast to what 
I found in the literature. "Usually within a year the crime fighting role 
becomes central to the policeman's view of the work.,,26 In part this 
attitude in Oberlin is a reflection of the department's problems. It 
has been hypothesized that officers in other departments come to focus on 
their law enforcement role because that's all the department rewards. At 
least as far as the officers are concerned, the Oberlin administration 
doesn't reward any behavior on their part, and therefore, there is no 
organizational incentive to channel one's desires and ambitions into an 
activity that is such a small part of the work role. The situation is no 
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where near this simple but this factor may well playa part in its 
maintenance, if nothing else. 
The officers' attitudes toward treatment of the public are undoubtedly 
related to their social service orientation. I cannot examine the nature 
of that relationship but, for my purposes here, it is not crucial. The 
central element of this viewpoint is that "a good police officer" must be 
able to "get along with people." All eight mentioned this in some. way 
but, as they describe it, much more is involved than just handling people 
well. 
You have to be able to relate to people. You have 
to see people as people, as human beings, not as 
domestic call number twelve. That's a person and 
if you understand it's a person then you have much 
better luck with them. (7) 
Respect for people in general and their human 
failings, an understanding of that. You watch how 
. {new officers} approach people and their attitude 
toward the people--whether they're superior with 
them or whether they treat people as human beings 
with problems. (9) 
Other officers spoke· of "compassion," understanding, n and "the desire' to 
help people." Another aspect of this perspective was the belief that 
officers should have "self control" and be "mild mannered." 
How much of the officers' actual behavior is guided by these assumptions 
I have no way of knowing. Certainly they don't do so all the time or with 
complete consistency. Nonetheless. I think this is the central perspective 
they operate from. It is important to all of them that officers have the 
ability and the desire to work with people in this fashion. There is some 
evidence in the rookies' answers that more than lip service'is paid to 
these values. 
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There are several problems complicating the examination of the social-
ization mechanisms of this department. All but two of the officers are 
looking back at their experience from their present perspective. The 
longer it has been since they entered the department, the more room there 
is for unintentional bias and memory lapses to color their statements. 
Another, related problem is the fact that there are gross and subtle differ-
ences between the experiences of the veteran officers. They were trained 
at various points over a period of twelve years and procedures and personnel 
kept changing'during that time. 
Keeping these problems in mind I still think it is possible to discuss 
the basic nature' of the training-socialization process for-the officers as 
a group. Some central themes and elements ran through all the interviews 
and these are the things I will be concentrating on. Because they are 
involved in the process right now, I will rely more heavily on statements 
made by the, rookies at some points in my analysis. 
Novice police officers, wherever they work, get the most important 
part of their training from experienced officers "on the job." 
This traditional feature of police work--patrolmen 
training patrolmen~-insures continuity from class 
to class of officers regardless of content of 
academy instruction. 27 
For reasons I have discussed,this pattern takes an even more extreme form 
in Oberlin. Because of the nature of intra-organizational relationships 
informal norms and standards define the focus of and nat,ure of novice 
socialization. 
Information about areas of uncertainty is all in the hands of the 
colleague-group_ They control the socialization process because they 
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control the information needed to do the work. The peer group is, by 
defqult, a rookie's reference group and his audience. Theirs' are the 
only organizatioMl and occupational standards and values available to a 
novice. They must carry weight with him because they are the only "signifi-
cant others" who observe and evaluate his performance as an officer. 
The most important person to a new rookie is his Field Training 
Officer. Oberlin has three "FTO's," who are responsible for the initial 
training of new personnel. The content of the training program is left 
entirely up to each training officer. Because of this, the system is 
unreliable and many of the officers, including the training officers, are 
unhappy with it. 
What I see in some of the new officers depends 
on who breaks them in. If they break in with 
one officer it's allover as far as I'm 
concerned because the man isn't well rounded. (5) 
The training evaluation systems needs to be 
redone here •• ;alot of ,the training officers don't 
really train. They get into discussing women and 
philosophy instead of getting down to teaching the 
basics. (FTO) 
The evaluation of the rookie is in the training officers' hands. The 
novice works all his shifts with an FTO and until he has satisfied him he 
can do the job alone, the novice will not be allowed to. Because of the 
suspect nature of the program, this passqge will not guarantee the rookie's 
acceptance into the occupational group. All the officers will eventually 
work with him and make their own evaluation of him. 
The "r.ite of passage" a rookie must pass through to be accepted by 
his colleagues does not necessarily relate to any of those qualities that 
make someone a good officer. Because of the nature of police work i.t is a 
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test that all rookies must face and pass. They must prove they can be 
counted on in dangerous situations and the only way they can do this is 
by going through them. "You have to be trusted by your fellow officers, 
they have to know they can count on you." (8) This is the one aspect of 
the job that can't be learned through experience. A rookie who proves 
himself in this fashion does not become a good police officer because 
of it, but one who hesitates or backs down "is doomed. He could be the 
class clown or anything else and his respect is absolutely zero." (8) 
A study of the career patterns of such individuals would be informative. 
In Oberlin, where there is no other reference group one can orient toward 
when rejected by the other patrol officers, I would imagine a great deal 
of informal pressure is brought to bear on 'that individual to leave the 
occupation. 
Because of the common emphasis on certain character traits and 
values, those things a rookie learns from his training officer will be 
reinforced by the others once he's technically on his own. The training 
prog'ram really involves them all. Oberlin is so small and the opportunities 
to interact with and observe all the officers 'is so great that the 
training officers, while very important, are only the first step in the 
socialization process. 
Because my data is static I have no "proof" that novices' attitudes 
are being changed through interaction with older officers and not because 
of something about the nature doing'of police work in Oberlin is causing 
change. There are, after all, forces operating outside the department 
which can and do influence officer behavior. There is, for instance, the 
probability that new officers begin to treat people as "human beings" as 
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they come to know arid be known in the community. "Citizens see you as 
more of a person and not just as 'Oh, there's a traffic cop.'" (3) This 
could certainly create pressure to control your own behavior since the 
uniform does not obscure your identity. 
While I think this is one force operating on the officers, I do not 
think that it is the primary one. If it were, then police work in all 
small towns would be done in the same fashion and it isn't. 
I think there are things in the data which do demonstrate that the' 
behavior and attitudes of other officers are the major factor in social-
ization. This is most strikingly demonstrated in a comment made by one 
of the-rookies when discussing the characteristics of a good police officer: 
You have to be patient with a lot of people ••. 
it's pretty easy here but you have to be under-
standing and stuff. I find, compared to myself, 
a lot of the officers take more time explaining 
things to people than I would. Like in a domestic 
situation they'll just sit there and talk and 
talk for twenty or twenty-five minutes and I want 
to either get it over with or get out, but you 
have to have patience. (6) 
He also mentioned another way in which the others had helped him learn to 
cope with one of the problems inherent in the work: 
You can't really {gauge the effectiveness of your 
work.} Most people just put it out of their minds. 
We might take somebody to the hospital who's 
critically injured and nobody ever bothers to find 
out if the guy lived or died and you really can't. 
You can't let that bother you--that's one thing 
{my training officer taught me.} Whatever happens 
in court, whatever happens later, you can't let 
that bother you. (6) 
There is one other suggestive piece of information among the interviews. 
The only two officers who talked about "catching crooks" when discussing 
the most important aspects of the work were the rookies. They both did 
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mention social service activities, too, in interesting ways~ One rookie 
said he liked social service activities more than "the police and law sort 
of thing. The enforcement part, more often than not pisses you off, and 
you really can't let it bother you." (6) Even if he hasn't picked up this 
atti.tude here both aspects of it, especially his preference for social 
service activities, will find strong support here. 
The other rookie has only six months experience and is still working 
with training officers. After he mentioned the great satisfaction he 
gets from catching someone in the act, he said that helping people at the 
scene of accidents and remaining cool and in control was equally important. 
What I find interesting about this is that this is exactly what his training 
officer said. 
The rookies' statements may not mean anything but I think they do. 
Certainly the other eight officers didn't all join the force to keep the 
peace. One was initially attracted to it by "all the T.V. excitement and 
the glamour and all that stuff." (2) Another joined with the belief that 
the job involved "80% just enforcement and 20% just communication, but as 
it ventures along you find it is just completely the opposite." (4) Today, 
he feels that the service aspect is the most important, gratifying part 
of the job. I don't think it is unreasonable to hypothesize that the two 
novices are in the process of reordering their value systems to bring them 
into alignment with the Oberlin situation. 
Until this point I have refrained from discussing the place of the 
individual in this process. I think that the individual has a much more 
important and more active role in his own socialization than the rather 
deterministic literature on police socialization leaves room for. There 
are several aspects to the argument. 
First, the normative and behavioral order of any organization is not 
set hard and fast. I think it is closer to reality to view action in 
accord with the norms of socializing agents as an interchange between a 
novice and those agents concerning what is or is not reasonable compliance 
with their expectations. 'Every system has some degree of pliability: 
Comments by officers concerning their training indicate that this 
kind of interplay was in operation. The parameters of it cannot be 
known, but undoubtedly varied for each officer. The important point is 
that they were involved in shaping their own socialization experiences. 
It was trial and error guided by my co-workers in 
the right direction. They would keep me within 
limits. Flexible trial and error. (7) 
The result of "flexible trial and error" is apparent among the 
experienced officers. Although they share similar attitudes and values 
about the, work, they approach it in very different fashions. "Some are 
very aggressive, others glide through a situation." (6) 
Where alternatives exist, choices must be made.. "You can get a 
little bit of everything here and develop your own style." (6) Acting 
within the constraints of their situation, neophytes may still be able to 
develop "a stYle" that reflects their own needs. "I kind of picked out 
the people I thought were most like myself {to pattern myself after.}" (6) 
I do not mean to imply novices have a freehand in their own develop-
ment. Their discretion is limited by the boundaries of their situation. 
If Oberlin is unique it is not because behavioral options exist, but 
because they are so prevalent. These different styles still probably 
reflect the Oberlin context. I have no information but I seriously doubt 
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that "aggressive" police work in Oberlin is done in the same way "aggressive" 
police work in Dallas is. 
I want to explore one other aspect of the theoretical perspective on 
ini.tial socialization, as the realities of the Oberlin Department bear on 
it. It is the notion that "self-behavior" may be shaped into conformity 
by a "desire to conform to the others' expectations or to appear favorably 
in the others' eyes.,,28 
I have no way of knowing how much "desire" is involved in novice 
behavior but something else very clearly is; the necessity of conforming. 
Yeah, you have to {get along well with the other 
officers.} Especially when you start out because 
whoever you work with is always in charge and 
their neck's really on the line if you screw up, 
so you have to really be close to them and tell 
what they kind of want in a situation. (6) 
The novice' sown "neck" is clearly on the line also. He must satisfy his 
TIO he can do the job and this certainly involves demonstrating that he's 
learned what the FTO has. taught him. Once on his own this other element 
comes into play, along with the fact that a rookie who acted like he 
"knew it all" would antagonize the people who have power over him .. 
If necessity and not desire is operating conformity may last only so 
long as supervision does. Identification with anything is reduced if you 
feel its being imposed on you rather than choosing it yourself. It hasn't 
led to conformity in Oberlin. 
Socialization creates only the outer edges of the "working personality" 
in this police department. There is much more latitude for individual 
differences to influence the process than is considered possible in much 
of the literaturee What I want to examine now are the mechanisms that 
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operate to maintain what common perspective there is over time. 
This apparently continues to be important and maintain the parameters 
of acceptable behavior. "Other officers will tell you what they think 
and that's good." (5) "They'll tell you when you're sloughing ofL" (7) 
There is a wide variance among the officers though concerning how valid 
this opinion is. It runs all the way from complete rejection to total 
identification with the group. 
The officers do not have a strong group identity, an "us against them" 
perspective. It's present, but not consistent or strong. Thoughthey 
can't get away from their occupational identity, they can get away from 
each other and many prefer to try to "leave it at the office." Because 
the task environment is not uniformly hostile or uncertain, collective 
identity does not develop. One result of this is the weakening of 
informal sanctions. 
One mechanism that may help fill the gap and maintain shared meanings 
is informal discussion among the officers. 
Any case beyond just minor everyday routine things 
is discussed with other officers. I think this is 
a field where people enjoy tossing out their 
opinions of particular situations. (3) 
Because of the way police work is done, the officers have a great deal of 
time to interact with each other and can make more time when they feel 
they need it. 
The value of this device for maintaining group meanings is limited 
though. It keeps them all interacting but they accept each others opinions 
and ideas on a personal basis. An officer doesn't have to discuss a 
particular situation unless- he wants to and even then will seek out some-
one who he feels is like himself. 
-38-
In all, the individual's power may increase with time here. Once 
trained and working an officer's expertise will soon reach a point where 
he is not dependent on the others completely but can seek them out as he 
sees fit. The colleague group has only limited power because it is only a 
limited part of each officer's life. This varies with each individual. 
Ultimately it is possible that officers end up bound into this system only 
as much as each feels he needs to be. 
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TEACHER SOCIALIZATION 
Teachers are portrayed as an aggregate of persons 
each assemblying practices consistent with his 
experience and peculiar personality •••• Socializa-
tion into teaching is largely self-socialization. l 
Faced with conflicting demands from the formal 
and informal organization, the new teacher is 
particularly vulnerable to both •.•. It is a land-
mark of assimilation when he decides only 
teachers are important. 2 
These views of teacher socialization reflect exactly the same attitude 
toward the socialization process, but from opposite sides. In both cases, 
it is an "all or nothing" perspective. The first, pointing to the fact 
teachers do not go through the extensive, attitude shaping, program that 
"true" professionals do and that there is room for personal initiative 
in the process, concludes that the socialization experience has no 
effect on novice behavior. The second feels that the lack of a strong, 
relevant indoctrination experience leaves a novice totally at the 
mercy of his work environment. Both feel that proper professional social-
ization would nullify an individual's pre-professional values and beliefs 
entirely. 
Both these views of teacher socialization capture a part of the 
process. But to embrace either one at the expense of the other creates 
a distorted image of what occurs. The self and the situation interact to 
produce a new teacher and must be understood together to understand 
teacher socialization. Organizational life involves conflict and 
consensus and a perspective which allows only one is incomplete. 
Teacher socialization cannot be discussed in quite the same terms 
as police socialization. As I will discuss, different aspects of" the 
situation and experience are more important when considering teachers 
than when considering police officers. Though my analysis will follow 
roughly the Same format used when examining police socialization, 1 will 
make few direct comparisons in it. I prefer to consider teacher social-
ization at the Oberlin Senior High School in isolation, holding a compari-
son of the two organizations until I have completed it. 
I want to reiterate that this is not an evaluative study of this 
high school. This is not an examination of how these teachers do their 
work or how well they do so. Whether this high school does what it is 
supposed to do with its students is beyond the scope of this paper. I 
seriously doubt that consensus even exists concerning what it is high 
schools are supposed to be doing. 
The socialization of teachers, like that of police officers, can be 
viewed as a three step process. The first step involves pre-organiza-
tional formal training in college. Unlike the more established professions, 
this is not a crucial part of teacher socialization. The teachers at the 
high school and the literature on teaching agree that "the crucial 
years in teacher socialization are not the training but the first years 
of actual teaching. ,,3 For lack of a better term I will refer to this 
as "initial socialization" though, properly, that occurs in school. 
Finally, I will consider some factors that might be involved in continued 
socialization to the occupation "and organization. As with the police, I 
will emphasize initial socialization.. My data speaks to this most directly 
and early organizational learning is a "major determinant. of one's later 
organizationally relevant beliefs, attitudes and behaviors.,,4 
The organizational milieu of the Oberlin High School has a number 
of aspects relevant to a discussion of socialization processes. I think 
the best way to approach an examination of the school is by beginning 
with its most "static" elements. The school is, as public high schools 
go, quite small. There are thirty full-time teachers working in eleven 
disciplines. The largest department has only five members. Because of 
this, though there may be formal "department chairpersons;' the title is 
largely meaningless, at least in ,the eyes of those who have it. Some 
departments have no designated chairperson at all. When discussing them 
I will not distinguish teachers from each other in this respect. 
~'The other personnel important for my analyses are, of course, admin-
istrative. The school itself is run by a principal and an assistant 
principal. ,OVer them are the school superintendent and the school board. 
Though perhaps more important in the actual administration of the 
school, the superintendent and board have no role I could discover that 
would directly affect the socialization of new teachers. They will not 
be considered here. The assistant principal also plays little part in 
,these aspects of school life which will concern me. This may not be so 
but the teachers think it is and that is what matters. 
The school day is highly structured. It begins at 7:50 a.m. and 
ends at 2:30 p.m. everyday. Each day is divided into eight forty-five 
minute periods. Ten minutes at each end of the day is used for "homeroom" 
check-in and check-out. Of the eight periods, most teachers have two 
for their own use. Some have only one. The teachers do not all have the 
same periods free. Most of the teachers spend their free time in the 
teacher's lounge. Office space is limited and usually shared. 
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Beside their teaching duties, almost all the teachers have "homeroom" 
duties. They must check a particular group of students in and out every-
day and try to track down those that don't show up. Sixteen teachers also 
monitor study halls. I don't know the basis they were selected on but 
it was not amount of experience. 
These features of social life all have a bearing on the system of 
interactiort in the organization and~ therefore) on socialization. Because 
of the size of the schoo~ teachers feel they get to know students and 
each other quite well. There:Ls a "feeling of intimacy here." I will 
develop this idea further when I discuss the socialization process itself. 
There are positive and negative sides to it, but I want to make one point 
here. Because of the way school life is structured, teachers do not have 
to interact with each other. Especially if they don't share free periods. 
Hany choose to do so, during the day or informally after school, but none 
are required to. They must seek each other out and choices are not made 
at random. 
The most salient structural feature of school life and that which 
many researchers feel ultimately shapes it, is the fact teachers work in 
professional solitude. In the most extreme view the teacher is both 
literally and figuratively shut in by his classroom: 
With neither a public nor an audience of colleagues 
which he can increase by the excellence of his work 
or bind into a helpful peer group, as in research. S 
In some important ways this is very true and it certainly h~s a profound 
impact on the nature of the occupation and occupational socialization. 
But I think it is an overstatement of the case. Occupational life 
involves more than just .the classroom and a teacher can't stay in there 
all the time. 
This high school may be smaller and more intimate than most but the 
variables L have discussed thus far are not greatly different at other 
high schools. The two factors L think are most important in defining 
the nature of this situation, or any school setting, are faculty-adminis-
tration relations and the nature of the student body. 
The relationship between "professional employees" and their employers 
can follow a number of paths. This relationship can be influenced by a 
number of factors outside the school itself. The size of the school 
system, the complexity of the administrative hierarchy, and activities of 
teacher's unions, are among the things which can help shape organizational 
life-in any particular setting. Certainly they all have had an influence 
here. But, eVen in the most extreme circumstances, these things can 
supply no more than a framework for interaction. "The context of rules, 
not the rules themselves,'nor the rules about the rules determine the 
consequential meanings of acts.,,6 This is very true in Oberlin. 
The "heteronomous H nature of the "teaching profession, its bureaucratic 
side, is both emphasized and downplayed at the high school. On the one 
hand, teachers here are forced to perform many "police" activities which 
they feel should not be part of their professional responsibilities. 
Lt's our responsibility to check up 'on kids if 
they're not in class and I don't feel that's 
my job. I'm paid to teach, not to be the 
disciplinarian or attendance monitor. (4) 
I find L do a lot more police work than I would 
prefer to do. I'm not of the opinion that 
teachers don't have outside responsibilities, 
discipline is very much the role of the teacher, 
but I find myself having to do a lot of it. (11) 
This -aspect of the work has consequences for the socialization of new 
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teachers both in and of itself and because of the reasons behind it. 
Those reasons relate to the nature of the student body and will be 
examined below. 
In more important ways, the bureaucratic role of the teacher is 
de-emphasized. First, though paperwork is considered excessively heavy, 
and does constrain teacher behavior, it has decidedly irrational 
qualities. "People know what's expected but it's very vague, like 
grading. There are thirty teachers and thirty ways grades are made 
out." (15) 
On a related, but more substantive level, the teachers have almost 
complete freedom in the classroom to do their jobs as they see fit. 
Individual discretion is very great. "You have a great deal of academic 
freedom here that does not exist in other schools." (2) Many teachers 
mentioned this as something very special and very positive about 
teaching here. 
I think the biggest thing I would be giving up {if 
I left Oberlin} would be the freedom I have in the 
classroom to teach:' in whatever manner I want and 
cover, for the most part, whatever material I want. 
I enjoy the administration .not butting in, not being 
a watchdog kind of thing, and I'm sure at some school 
systems that would be the case. (26) 
Relations between the teachers and the administration, especially 
the principal, are far from perfect, but very open. The teachers feel 
they have some input into the system and, though not happy with it, for 
the most part are not alienated from it. There is communication back and 
forth. 
As I said, this is especially true of the principal. From teacher 
comments it seems that his presence has been a major factor in improving 
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faculty-administration relations. The influence he can exert, at least 
in terms of novice socialization, is perhaps the greater because he has 
been able to step out of his role of school administrator and achieve a 
large measure of respect as an educator, too. By sitting in on classes 
and making helpful comments to the teachers he has increased his influence 
in ways that simply being "the principal" would not legitimately permit. 
Respect for him comes from teachers at all levels of experience but, 
most important for my purposes, from the inexperienced ones as well. 
Both first year teachers rank his opinion as more important to them than 
that of their peers.. Many of the second and third year teachers do also. 
This could certainly be a reflection of his administrative power as 
principal and perhaps in part it is, but his formal control is not that 
great. His observations are infrequent and the sanctions available to 
him in this area are limited. "Classroom behavior is relatively immune 
to control processes generated within the formal structure and operation 
of the school.,,7 "If I didn't have the respect for him that I do, I 
don't think I would give as much weight to his opinion." (9) It has 
been by moving outside the formal structure of the school administration 
that the principal has become able to influence novice socialization. 
A more important influence in this socialization than the principal, 
whose opinion, however valued, comes only infrequently, is the student 
body. In the eyes of the teachers, the most unique thing about the school, 
its biggest asset and its biggest problem, is the composition of the 
student body. "It's a learning experience just being around this kind of 
environment." (14) 
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This is not an easy place to teach for a number of 
reasons not the least of which is that it is a 
college town and you have the college atmosphere 
and you add to ,that the fact we have an economically 
low class of citizens who have very little formal 
education and thus kids are not uniform in their 
attitude about education. We don't seem to have a 
lot of middle-of-the-road kids, we have extremes and 
these extremes are thrown together in classes and its 
difficult to reach both at the same time. (28) 
Of the three schools I've taught at I'd say this is 
the one where I've felt the most discouraged 
teaching. I would probably not recommend it {as a 
place to work} unless I was sure the individual had 
a, lot of experience in dealing with a wide diversity 
of students with a lot of different kinds of problems. 
':Because of that they often become discipline problems 
in the classroom. It's something you need a lot of 
experience to deal with. (14) 
I.could fill pages with remarks like this, some even more extreme. 
Teaching here can bring potentially great rewards but the circumstances 
it's done in can bring equally' great frustrations'. The teachers who 
have seriously considered giving up teaching point to the frustrations 
much more often as the reason than they do to lack of opportunity or 
lack of money. In a situation such as this, it is extremely difficult 
for a beginner to "go it alone." To return to the quotations I 
opened this section with, though this situation makes it very unlikely 
a novice will survive without help from colleagues, it does not lead to 
an indiscriminate desire to have "good standing" in the Ilfraternity .. fI 
What a teacher becomes in a particular school environment is a function 
of the interaction of the qualities of both. How this interaction occurs 
is the essence of teacher socialization~ 
Teachers enter school organizations ostensibly after having been 
formally trained to be teachers. As noted previously, both my data and 
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some of the literature raise serious questions about the validity of this 
assumption. It is much more reasonable to assume that when most novices 
begin teaching full-time, the body of theory they are working from is 
actually a set of highly personal and particularistic assumptions about 
what actual teaching involves. 
Because they have had at least sixteen years of daily exposure to 
teachers themselves, most education students enter their studies with 
what they feel is an essentially accurate conception of what teaching 
is all about. Their training apparently does little to alter this view-
point. At least in retrospec.t, most of the teachers I intervie.wed felt 
their professional training was either "not very useful" or of "almost 
no use." Seventeen of the twenty-eight teachers interviewed felt this 
way. The characteristic comment about training received was that "most 
of the courses were impractical. Most fo them were idealistic and 
really didn't touch on too many of the actual problems of teaching." (26) 
The student-teaching experience was excepted from this categorization. 
It was uniformly considered the most valuable part of the training program. 
In fact, most of those who evaluated their training favorably went 
through programs which emphasized first hand experience. 
Because their own perceptions are so strong and their training 
considered so useless, teachers, more than any other professional group, 
are acknowledged to be "self-socialized," when they begin working as 
. 8 
full-time teachers. Yet I think there is a component in this self-
socialization process that is often overlooked, or taken as given, which 
has a great deal of relevance when considering socialization to a 
particular school. 
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How well teachers felt they were able to handle the high school 
environment when they first began teaching here depended primarily on 
what they thought doing the work involved. The basis for these assumptions 
was their experience as students or student-teachers in particular 
organizations. Regardless of their goals in the field, those young 
teachers whose answers indicate they were best prepared for the realities 
of teaching here, were those who were really familiar with the situation. 
Coming back to Oberlin {after having gone to school 
here} the kids haven't changed and I haven't for-
gotten how I acted, so I didn't expect too much 
different. (17) 
Once again, because of the experience I had as a 
student teacher {here} I was ready to accept the 
kinds of things you have to accept. (9) 
Those whose expectations of what they would encouter were most at odds 
with this situation had the most problems. 
I went to a very special high school and everyone 
there cared and it was a challenge. It was like 
teaching at Oberlin College only you were teaching 
kids four years yo~nger and that's the sort of thing 
I would like. (lS-wants to quit;) 
I find I do less teaching than disciplining here and 
that was one of the things they didn't really stress 
{when I was trained.} We never went over it when I 
was in college and some of the techniques they used 
just don't apply to the Oberlin schools .••• I got an 
awful lot of help from other teachers in the depart-
ment and I really don't think I co~ld have made it 
through my first year if it hadn't been for some 
of them •. (27) 
~'hat I wish to emphasize is that these teachers approached the work 
with much the same ethos, to help young people in one way or another. 
Therefore, what became controlling when they actually began working 
was how well their images of· actualizing these desires suited the situation 
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they found themselves in and what resources were available to cope with 
what they found. 
An interesting exception to this trend are the foreign language 
teachers. Though they had no real knowledge of this system, the problems 
they confronted, if not different, were certainly less intense. Because 
their subject is elective the students that take it are self-selected 
and not reflective of the school as a whole. "I get more of a select 
group so I don't have to reform anyone." (22) I will have more to say 
about what I think this~means when I discuss socialization to the school 
directly. 
A central focus of an examination of initial socialization to the 
organizational milieu must involve what it is that novices need to learn 
to get along, and who there is available to learn it from. The process 
is complex, highly variable and difficult to discuss without grossly over 
simplifying it. Yet initial socialization is the most important part of 
teacher training. Expectations and desires must be brought into line 
with the limits of reality. 
The initial socialization of a novice teacher is mediated entirely 
through the perceptions of that teacher. There are no strong formal 
organizational guidelines or procedures to structure reality with. There 
is really no formal training at all. As I have said, the individual begins 
teaching with an occupational identity that is largely self-defined. 
In Lortie's analysis this process of self-definition entirely controls 
the initial socialization of a new teacher. There are no "identifiable 
principles and solutions which are possessed by all those within the 
9 colleague group." In my terms, he feels they have no shared technique 
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and ethos. 
The image projected is more individualistic; 
teachers are portrayed as an aggregate of persons 
each assembling practices consistent with his 
experience and peculiar personality. It is not 
what "we the colleagues" know and share which is 
paramount, but rather what "I" have learned through 
experience •••• One's personal predispositions stand 
at the core of becoming a teacher. lO 
While my data supports this notion of "personal predisposition" as 
the core of teacher socialization, I can't completely accept this 
interpretation. As standard treatments of police socialization leave 
little or no room for diversity among the colleague group, this view of 
teacher socialization leaves. no room for conformity and continuity among 
the colleague group accept as it arises through random chance or is 
imposed from above. Both are incomplete views of organizational life. 
The best place to begin an analysis of the forces operating in the 
socialization of novices;, and my critique of Lortie's perspective, is 
with a comment made by Blanche Geer: "for the teacher the segmented 
11 character of the school system is paramount." Though the context of 
her statement was limited to administrative segmentation, I think that it 
provides the basis for a framework which can be used to examine teacher 
socialization. At least as far as my analysis of the process is concerned,. 
every aspect of a new teacher's life is segmented in important, inter-
related ways. 
Occupationally, the teachers here do not simply divide their tasks 
into teaching and record-keeping. "Teaching" is a task which involves 
a number of distinct considerations. The most important are content of 
lessons, organization, methods, and maintaining discipline. Help with 
-51 
problems in these areas is not sought from the same sources. The informal 
organization of the school is also segmented and this profoundly influences 
where a novice will seek assistance. 
Rather than a single "We" or a group of "I's," teachers in Oberlin 
see themselves as related sets of "we's." The division is made along 
departmental lines. Depending on the nature of their problem, novice 
teachers will seek help from different sources. Some problems are "school" 
problems and some are "department" problems. Classroom-related things 
are department interests, discipline is of school-wide concern, as are 
the frustrations of the work. 
I get help from people in the department, and I 
have a great deal of respect for them, in 
presenting different things in different ways in 
terms of material. Other teachers help me by 
communicating similar experiences~ airing ideas 
about how to do things in terms of the school, 
not students or classes, like discipline, 
attendance, absenteeism. Common problems to us 
all and what we can do about them. (11). 
This is where Lortie's conceptual scheme breaks down for me. Even 
granting, for the sake of argument, that teachers do not share any 
ideological or technical perspectives, they most certainly share the 
problems which exist in the organizational milieu. These problems would 
be most salient for novices because they lack either a relevent theoretical 
perspective or the years of experience which would allow them to deal 
with either kind of problem on their own. 
The self is certainly still the central actor in what occurs, but 
its independence from the colleague group varies directly with the 
ability of the teacher to deal with the problems of the work setting 
unassisted. In Oberlin, the diversity of the student body creates major 
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problems at both the departmental and organizational levels. 
The classroom problems novices face vary with the subject they 
teach and the student makeup of their classes. Those who have homogeneous 
groups in their classes will have less problems. This homogeneity can 
occur at either end of the student spectrum and have the same effect. 
Thus. the special education teachers. as well as the language teachers. 
apparently have lit tIed need to consult each other. 
Those teachers who are having classroom problems must seek help with-
in the department. Because of subject differences they often feel that 
these problems are not generalizable. "You get suggestions but what 
"orks for somebody in social studies isn't necessarily going to work for 
me." (4) 
As far as your classroom "ork. it's important 
that department members work well together and it's 
important that teachers work well with administra-
tors but as far as how I work with a teacher in 
another department. it's not really that important. (9) 
The socialization of teachers here is not unlike that of scientists 
in industry, they have "concentric circles" of orientation. According 
to the literature, "internalization of motives operates primarily in 
1 · d . h' . l' ,,12 c l.que an apprentl.ces lp re atl.ons. Whether that is acutal1y 
occuring here I really can't say. The potential is certainly present, 
at both the departmental and organizational levels. 
This emphasis on department relations has hurt the school as an 
organization. "One department doesn't feed into another. l;re need to 
work more togehter." (25) There is a great deal of "inconsistencytl 
between teachers and departments about what is to be expected from 
students and this has aggravated the school's problems. Many of the 
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teachers feel that their jobs have been made harder because of this. 
If they will not enforce discipline or make 
homework assignments that hurts because then kids 
come in and say, "Well, why do you do that? Why 
are you the only teacher in the school that does 
that?" (20) 
Because of these problems the teachers and administration are working on 
plans to integrate and standardize their policies. This may change 
socialization processes of individuals on a teachnical level but it will 
have little effect on organizational socialization. 
The major problem the teachers face as a group is student discipline. 
The'kids today do not have the same kind of home 
discipline that I, as a twenty-year teacher, am 
accustomed to. I spent 90% of my time when I 
first started teaching, teaching, and 10% disciplin-
ing. Today, it's probably close to 50%-50%. (16) 
I would love to have students that are in school 
to learn and parents that take an interest in what 
their kids are doing and support the school. (26) 
Teachers are cut off and left on their own to deal with the problems as 
best they can. Some have more problems than others but it is novices who 
have the most trouble. 
As far as being a new teacher they advise me like 
on ways to organize, maybe ways to test, ways to 
work out my discipline problems. That's been the 
biggie, the discipline type tyings. (6) 
The teacher's lounge becomes a focus for discussion, not only of these 
problems but of all the frustrations in general. Novices, and experienced 
teachers, not only pick up techniques but moral support. 
They can give you some ideas on trying certain 
things, or you can suggest things that have 
worked for· you and may help them ••.• getting 
ideas from other teachers. Maybe just raising 
your spirits if nothing else. Discussing a 
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common problem and finding out other teachers have 
the same kinds of problems. From a human point of 
view it makes you feel better knowing you're not 
alone. (26) 
The colleague group is a major "structural aid" in learning how to survive 
in this high school. They help the new teacher define reality in ways 
that fit this situation. Like police socialization it is a process 
of trial and error guided and directed by the novice's co-workers. Here 
the novice must seek out this aid, but given the parameters of the 
si'tuation, this is not uncommon. 
I didn't know the students at all and they'd tell 
me when I was getting hassles from them, or they're 
just testing you, or there were times when I didn't 
think the students would care but they would let 
me know. (27) 
I felt support from people here. I didn't feel too 
hesitant about saying, "Hey, I'm having a problem," 
as far as discipline problems. Content is purely 
trial and error. (6) 
It was trial and error mostly and my co-workers, 
not directly, but in daily conversations, hearing 
other teachers talk about their problems, stuff 
like that. The staff here seems rather together 
as a staff. One person can ask another, "What do 
you do in this situation?: Most people feel at 
ease and confident enough to ask a fellow teacher 
a question like that. (19) 
The most powerful actor in this processccis, nonetheless, the individual. 
But not in isolation. The teachers here, perhaps in response to the 
"primitive nature" of the situation, have bound themselves "into a help-
ful peer group," offering technical information and moral support to 
each other. Because they will often need the most help, novices may well 
end up binding themselves into this system voluntarily. It helps give 
meaning to their work. 
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As a device for keeping teachers bound into the school, this 
voluntary association is of limited use. The more knowledge and exper-
ience an individual gains, or has, the l.ess need there is for colleague 
support except on occasion. An individual will remain involved only to 
the extent he feels he needs technical or, more likely, moral support. 
Since teaching is only "team workn in the broadest sense, there are few 
sanctions available to use against colleagues who go their own way. 
An individual will remain "in," only so long as the group has something 
to offer. The frustrations and problems of teaching in Oberlin make 
working together a desireable activity. 
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CONCLUSION 
When our sociological theory overstresses the stability 
and integration of society, we will end up imagining 
that man is the disembodied ••• phantom of current theory. 
The socialization processes in these two occupational groups apparently 
stand at opposite ends of the spectrum. In one the primacy of the individual 
is stressed, in the other the primacy of the group. "Integration" is , 
thought impossible for teachers and ~nescapable for police officers. t 
hope this study has shown the overstatement in these formulations and the 
complexities they obscure. 
Occupational socialization for police officers and teachers is certainly 
not alike. Far from it. Yet, the processes involved, as they are worked-
out in interaction, are not dissimilar. For novices in both occupational 
groups, the socialization experience is created through interaction between 
that novice and the organizational milieu. The characteristics of the 
o~ganization, -human structural, and environmental, are seen and_ used by 
participants in different ways and to different ends. Within the framework 
created it is the individual who structures what occurs. Options are 
limited by the nature of this framework, but they are not controlled by 
it. What teachers and officers become in Oberlin is a function of what 
they bring to the situation and what the situation confronts them with. 
Total domination by either is not possible. 
Though these two organizations might be unique, isolated cases, what 
I see here raises more general questions in my mind. Professional social~ 








a perspective which makes the individual a passive participant, controlled 
but not acting. If sociali~ation is more complete at the top of the 
continuum then the elements involved must be more complex and more 
numerous. In this situation I would think the room for individual initia-
tive and choice would be even greater. In any event, I think the 
perspective which views l1professional" socialization as a" unitary process 
regardless of individual or environmental characteristics, is overly 
simplistic. 
In the same vein, -I think the literature on organizational occupations, 
like teaching and police work, has overly simplified the situation. I 
think'many studies get hung up on the "profession" question. Since both 
these occupations exist only in organizations they cannot be autonomous 
and self-regulating. Therefore, they aren't "professions." Because it 
has no relation to this question many studies then move on without really 
considering the real, everyday relationships involved in occupational life. 
All teachers and police officers are rule bound but they don't all relate 
to these rules the same way, as individuals or occupational groups. The 
variables that might be involved in shaping informal organization-occupa-
tion relationships don't relate to "professionalism" and so don't often 
get studies. To make blanket statements about teachers, police officers, 
or any other similarly situated groups is dangerous and potentially 
misleading. Informal and formal organizational characteristics shape 
occupational life, not one or- the other in isolation. I don't think 
occupational socialization can really be understood unless it's viewed 
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FOOTNOTES - TEACHER SOCIALIZATION 
1. Lortie, Dan C. School Teacher: A Sociological Study. p. 80. 
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tion." p. 259. 
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6. Manning, Peter K. "Rules in Organizational Context." p. 44. 
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